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BeyondTeams: Bui

Iding a Fasflrack to

Speed, Flexibiliy, and Results

EXECUTIVE SUMMARY

Recent Forum research among companies that have hig
ly effective teams found:

The failure of many teams may be more justly attribute
to their aganizational environment than to shortcom-
ings in the teams themselves.

Teams thrive in companies that are customer driver
results focused, rganized around key processes, anc
capable of constant informal communication.

While most team leaders are trained to run team meetin
and build a strong core team, the single greatest predict

Recent Forum research sheds some light on the issue. Our fi
ings suggest that, much of the time, the problem is not with t
teams themselves. Rathdé is that the teams lack a suitable

Pirack on which to run, and, in the absence of a suitable trac
team éfectiveness will platealMe have also found thatga-

| nizations often hold unrealistic expectations of what teams c:
do and that many companies fall into the trap of treating tear
as an end unto themselves, when they are actually but one m¢
to increasing the speed, flexibjlitand performance of your

» business.

Conditions for Team Success

JS L . :
LrOur research probedganizations in which teams are produc-

of a team leader's success is his or her ability to get ahdive, and we found that such companies have far more in col

maintain buy-in from stakeholders outside the team.

For teams to be consistently successful, individuals at &
hierarchical levels must be prepared to set styatde
ownership of the team process, lead (a) team(s), and cg
tribute as active members of (a) team(s).

The key to making teams more productive is to think

mon than just teams. Companies in which teams thrive are a
customer-driven and results-focused. They agarized around
Il key processes as well as functions or departments, and t
have an infrastructure that supports constant, informal intera
Nntion at all levels, vertically and latengall

The fact that teams tend to thrive in companies exhibiting the
characteristics is not striking in and of itself. But it does pose ¢

beyond teams by better preparing team leaders to perfofmintriguing "chicken or the egg" question; that is, should the rol

outside the structure of their own teams and by designin
team-basedrganizations capable of sustaining high levels
of business performance without the pain and stress
constant restructuring.

BEYoND TEAMS

One birthday morning, a child opens a big, beautiful packi
and pulls out a pair of shiny new racing slot cars. But wher
the electric track on which the slot cars would run? "Next ye
teases his fathe

That is how you may feel about teanisasedYou know they
hold the potential for remarkable performan¥et, in your

organization, teams cannot get mobilized, so they just spin {hdf2

wheels.

You are far from being alone. Businesses everywhere te
their teams are struggling to be productive. Given that th
teams are generally composed of capable people who have
duly trained in team skills, we have often wondered why thi
so.

g of teams be to change or improvganizations, or shouldga-
nizations enable teams to workeetively? Many companies
pf launch teams expressly to improve conditions, hoping that tl
teams themselves will somehow "change the culture" ar

redress every operating deficignc

Teams can do remarkable things. But they can't transform t
organizational environment into which they are introduced—
least, not on their own.

Typically, when companies launch teams into ffedtent or
Adfostile aganizational environments, the majority of teams fal
€ §hort of their own goals and of management's expectatior
A while a few beat the odds. That is, a handful of teams fulfi

their objectives, despite the environmental obstacles they cc

front. Think of them as "heroic" teams. In the face of such spt
radic success, some companies lose faith in tfieaey of
ms. Others broaden and intensify their search for ways

turn all their teams into heroic teams. The failure of teams i

organizations that have never been team-based or team-frie
| s should not discredit teams as a business tool. Rurbe
esesearch suggests that the biggest breakthroughs in tésrn e
béeeness may come not from developing more heroic teams t
5 iBom creating environments in which teams need not be herc

to reach their goals.




Role Flexibility

Role flexibility is characteristic of successful team-basg@-o
nizations. All the companies we studied use traditional hie
chical job titles. But, where teams had proven consiste
effective, we found individual accountability and responsibil
being detached from job titles and associated, instead, wi
task at hand. A senior executive, for example, could be p
a business development team "reporting"” to a salesperson

Specifically, we identified four primary roles played by ind

y
j the
t of

to existing systems and processes, and keep the team alig
with key stakeholders.

rar- Myth : Team leaders need to be very clear about what type
ntly team they are leading.

t . . .
Fact: Highly regarded team leaders in team-basearmiza-

tions tend to describe their teams in multidimensional term
When asked to categorize their team in our syrieut-

standing" team leaders would often check three or fol
boxes; for example, "process-improvement team," "cros:

viduals in successful team-based environments. They need tdunctional team," and "production team." This suggests th:
know how to set stratggtake ownership of the team process, the best team leaders are attuned to the many functions c
lead a team, and be an active contributor to a team. While theséeam and are able to transfer skills such as process impro

roles parallel the traditional hierarsgtwith the strategist at the
top of the pyramid and the contributor at the bottom, the r
often proved more reliable than job titles in defining what p

ple actually do in a given situation. Most individuals are cal ed

upon to play multiple roles (often simultaneously) without f
mally changing jobs.

Exploding Myths

ment from quality teams to work teams.

es
Our findings on team leadership suggest that predomina

y pproaches for developing team leaders may be inadequate
many agganizations, team leaders are trained primarily in hoy
to run team meetings and how to build a strong core t¥atn.
our research shows that team leaders in true team-biaged-o
zations do their most important work outside of team meeting
Furthe, while outstanding team leaders work hard to develo
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S , their own team, they focus even morfféod on linking their
Some of the most intriguing findings in our research centg reams to outside stakeholders
around the team leader's role. Companies with thriving tepms '

are, in fact, exploding several myths about team leadership.

Myth: Team leaders should devote most of their time &

eneagy to building their team and managing its intern
dynamics.

Fact: Highly regarded team leaders work hard to estab
links with external stakeholders—other teams, customers
senior managers. Our research demonstrates that the 1
greatest predictor of a team leader's success is his or hef
ity to get and maintain buy-in, not only from team membe
but also from key stakeholders whose support is essenti
the fulfillment of team objectives.

Myth: The presence of teamwork can be measured by
effectiveness of team meetings.

Fact: The outstanding team leaders we surveyed consis
ly maintained that meetings are no substitute for cons

informal opportunities to pass on information, coach, sh
insights, and maintain buy-in. Th#ieacy of these daily and
informal interactions, rather than of periodic team meetin
is how they measure the level of teamwork.

Myth : Team leadership should rotate among team meml
Teams are empowered when leadership does not fall to &
gle person.

Fact: Although this type of teaming can bieztive in aga-
nizations where teams work somewhat independently (9
as in some manufacturing firms), the most successful te
in the environments we studied have steady leaders
advocate for the team across thigamization, link the tean

eyond Teams
ng"Y

aParadoxicall, the single most important step toward making
your teams more productive may be to advocate team approa
isﬁs less avigl

ahlde great appeal of rigidly defined team systems is that tht
inglesent a tangible alternative to the traditional hierarchies a
abgidly defined functions already present in most companie:
rAnd therein lies the trap: replacing one rigichanizational
aldoncept with anothre After all, you do not want teams; you
want speed, flexibilit, and resultsTeams are but one means to
trt]kéose ends.

We found that companies in which teams thrive are not preo

cupied with their "team concept," nor do they see teamwork
e%t- . . ) .

religion to be worshipped. They make free-flowing connec

_ ; o _“aQFons of individuals and teams habitual, not sacred. And the
spontaneous interaction. They rely primarily on ongoing

Ydeem virtually all forms of collaboration acceptable, so long &
art‘f"ley advance therganization toward its objectives.

gg,his brings us to the questions: What are those objectives? ¢
Do your people share a motivation to pursue them? Many col
anies try to promote cross-boundary interaction by assignil
e{?’]dividuals from varied functions, locations, and hierarchica
SiVels to serve together on teams. The problem is, those te
members still feel a much stronger alliance to their "real" jo
than they do to the team or its mission. The tendency for su
udoups to deteriorate into "us" and "them" is only too real.

A contrast, the successful team-based companies in our st
th‘@nd to share anrgency around customer requirements tha




supersedes all otherffiiations. They demonstrate that th
defining concept for everyday action cannot be teams or f
tions. It must be customers. When the defining concept is
tomers, your people will crossganizational barriers on the
own to form new alliances and to work collaboratively tow
customer-focused objectives.

Perhaps the greatest practical inhibitor of sugfawic collabo-
ration is internal communication rlomore accuratg lack
thereof). A fast, flexible, team-basethanization simply can

not spring from an environment in which the formal chain| o
command is the major communication tool. A hallmark of th
successful team-basedganizations we studied is the "over

communication” that routinely rises above hierarchical, fu
tional, and geographic boundaries. And the incredible dive
of internal communication channels we observed in the co
of our research suggests that the obstacles to over-commu
tion still confronting most companies are cultural, not tech
logical.

In sum, we believe the key to making teams more productiye Is

to have team leaders who are more fully prepared to work
side the dynamic of their own teams. They must know

importance of communication acrosgjanizational and team

boundaries. And they must possess the skills necessary tq
and maintain buy-in and to align their teanféors with the
efforts of other teams and with the needs and priorities of
tomers, colleagues, and senior managers.

"About Research"

Forum's 2-year study of théfectiveness of team-based en
ronments utilized case studies, in-depth interviews, and su
with senior managers, team members, and team leaders in
tiple industries.

Case Studies

Six client companies participated. All met three criteria
being team-based: 1) senior management has made p
statements regarding the importance of teams to the comp
strategy, 2) teams are widespread in the conypand 3) teams
work in collaboration with other teams to make their go
Representative team leaders, team members, and senior
agers administered 90-minute semistructured intervie
Participants also provided documentation of thegaaiza-
tion's structure. Industries included banking, pharmaceuti
chemicals, high technolggmanufacturing, and insurance.

Interviews

Twenty-seven pairs of participants (54 people), nominated
their peers as exemplary models of getting results thrg
skilled collaboration, were drawn from 20 U.S., Britig
Australian, and New Zealand companies. Pairs consisted o
team leaders from separate teams, or a team leader and
manager who had the power to charter and/or disband te
Companies from which pairs were drawn evidenced se
management support for teamsgkanumbers of teams distrik

e uted throughout therganization, and multiple types of teams.
inc-

Cuggrveys
Forty team leaders from five companies were rated on their pe

r
l”Cformance by 330 team members, associates, and managt

Participating companies in the U.S. surveys were ranked in tl
top three of their industry by FRITUNE magazine's 1995 Most
Admired Companies lisfTeam leaders from these companies
were selected by sponsors who rated them either "outstandir
r "average." Members of the teams led by the selected tes
eaders completed a 69-item surveting team climate, team
_results, and team leader practices in seven competency are
nCAssociates and managers completed a 47-itemgutescrib-
si '{)g their aganizations' climate and rating the nominated tear

Lr ders on practices in seven competency areas.

nica-
N%TeaM LEADER MusT Know How To:

«_Earn and keep buy-in not only from team members but als

out.rom stakeholders

the yse learning, rather than control, to accelerate person:
‘team, and @anizational Hectiveness
gain
» Keep their team tuned in to external change—performing wi
~us-focus and agility

» Take active responsibility for developing themselves and th
talents of others

e Continuously link the work of their team to theganization
i- and its customers
VE€YSconstruct the foundation—a core team with clear goals, role
MWand processes

forTHlNGS Teams CaN Do

u@ﬁeed. The mortgage lending division of a regional bank use
@M¥&ms to design and implement a complete reengineering of
core work processe$eams analyzed the existing processes i
AlSgetail and sought breakthroughs irifi@gency. Average
M@ broval time on mortgage applications was reduced from
Waimost an entire month to just lyda

ralsntrepreneurship . A start-up venture, jointly funded by one
U.S. and one European pharmaceuticals comppeaed teams
as its basic ganizing structure to leverage the unique capabil
ities of both parent companies. The joint venture achieved i
| Bpultibillion dollar sales taet in its first full year of operation.

ugﬂ(pansion . A high-tech manufacturing firm used teams to
h.transfer technical information into new plants as they opene
t"YEams from across the locations worked in close consultatio
SEHiRSIde the hierarchical structure, to plan and manage the tra
Af&s and rapidly embed the information into the company’
NI@xpanding operations.




Integration. A major insurance company saw acquisition gnd

assimilation of companies in other geographies as key t

its

growth strategy. "Virtual" teams drew members from each
acquired company to help study, align, and integrate varied [cus-

tomer-service philosophies and strategies into the const

ntly

improving mainstream, thereby speeding the acquired compa-

nies' assimilation into ongoing operations.

TeEaAM-BASED ROLE DEFINITIONS

Strategy Setters. People who set strategy create the orgg
zational climate that links the customer, the business res
and the organizational structure. They define the requ
processes and resources necessary to accomplish the org
tional mission and are responsible for achieving alignm
among the core processes.

Process Owners. People who take ownership of the teg
process are responsible for turning the strategy into ac
They define, shape, and improve the processes required to
ize strategic aims. They also facilitate alignment among t¢
leaders, clarify the connections between teams, and
processes to business results.

Team Leaders. People who lead teams ensure that initiati
are successfully completed. They manage all the stakehol
interests, create shared purpose within the team and ar
stakeholders, manage team dynamics, clarify roles, pro
resources, and measure and communicate results. Signific
team leaders in the organizations we studied spent conside
time building linkages between their teams and other tean
the organization.

Contributors. Contributors bring specific expertise that ad
value to the goods and services provided to the customer.
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